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26 June 1947

SUBJECT: Orgenizetion of the 0ff'ice of Reports and Egtimates

1. The matter of realigament of the organization of the
O0ffice of Reports avd Estimates has been under ccnsideration for
soms time and the gmeral concept of ths basis of organigation is
oontainad Iin the accompanying attachment. This attachment, while
entirely tentative, is ths result of aeriousz study on the part of
a number of offiocers,

2. It is circulated at this time to Branch and Staff
Chiefs for their information, commsnt end recommendution. A
_ type organigational diagrem has been prepared and is avalleble
for study in the Office of the Assistent Director. 1t is
expectod that a detailed statemont of the function of each
eloment of tiw organization will be circulated within the near
future.

, 3. In the msantime, it is desired thet eech Bransh and
Staff Chief prepare an organization schsms for his particular
upit and submit it for comsideration to the 0ffice oft he Asaistant
birector by & July 1947,
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Office of Reports and Estimates
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. ¥TICE OF REPORTS AND ESTIMATES

1o 4 suggestim celoulated te sffect @ comprshensive restate-
mont of the missiom of the Office of Reports and Estimates within
the ramework of the missiom, pelicise end procedures of the Central
Intelligence Group has besn submitted to the Director,

2. Besged on the sbove msutionsd statemsnt of migeion and es a
result of the oxpsrience of ths past 8ix mwonths, it is believsd that
eertein orgenizetional changes and re-aligmusnte sre desirable, It
seemis pertinent, theresfore, to try et thie time to formulsite and
state the general principles which should form the basis of organize-
tion of the Office of Reports and Egtimetes.

S. In considering what should be the basic structure of an
intelligence production and presentetion organization such as the
| Office of Reports and Estinates, one is alzost immediately faced
with two rether widely divergent comcepts. On the one hand is the
concept that matters should be deslt with exclusively on & sabject
or functional besis, world-wide in scepe. The other school of
thought insists with much oogency, that subject or functional mmtters
cen bo effectively dealt with only within politicel or rather nerrow
geographical bouwndaries. While somewhat Tavoring the first concept,
it is believed that, in most canes, dealing with matters gsolely on a
subject basis world-wide in scope would result in so gemneral am intere
pretation of affairs sud ovents se to rondsr such interpretations of
doubtful value as intellisence muitable for policy freming and govern.-
mentel decisions. It is believed, therefers, that an organization
besed in the first instance on dividing the world into conwvenient
goographical segments should be adoptad. Each of these segments should
be sc molected as to compore am arex of distinet strategic significance
to the United States presenting broadly common political, soctologiocal,
military end ecomomic inter-relatioaships. The orgsnization dsaling with
mattors within each of these gsographioal pegmente, termed a Regione]
Branch, should form ths fundemental organizational unit. Each Reglional
1 Branch should then be orgmnizad on & subject or funmctional besisz with
' personnel supplied in quantity end quality iu sccordance with the
1 relative importence within that particular area of sach ma jor topic
: dealt with. To assure that the various me.jor subjects are adequately
dealt with on a globsl basig, several high level topicsl groups
(known as Fenctional Branches) should be established. It is conceived

that these Functional Branches will consist of persons of the highest
fol A
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competence in their respective fields who in general will act as

bigh level consultants in their fields to personnel handling those
matters in ths Regional Branches. These Functionel Branches will

in effect guide the work of all Regionel Branches in their respective -
specialized fields and in addition will themselves produce broad
studies whonever their need becomes a.parsnt. e to the nature of
the topics with which they deal, certain of the Functional Branches
anﬁ/or Groups, notably Scientific Branch, Transportation Group, and
the Group dealing with United Nations aifairs, should be set up to
handle their toplics entirely and in detail on a global basis, and
thus form an exoception to the usual system of Functional Branch
organization. Such exceptions should continue %o be made whenever the
need is apparent.

By adopting such a pattern of overall organigation, marked
advantages are obtained over the purely functional or purely regional
type of organization.

a. The organization system al'fords both regicnel treatment
snd global treatment of functional subjects.

b. The global treatment of functicnal subjecte under this

~  plen is not restriocted to the summation of a series of
individually prepared ve gional treatments, but is based
on the broadest possible concepis,

c. Regional treatment of functional subjects is supported
by the presence of the functional specialists as expert
consultants in their respective fields. -

d. The resulting organization flexibility insures a better
balanced consideration of affairs in terms of the national
security; and with greater economy of effort.

4. It is consgidered, therofore,, that the 0ffice of Reports and
Estimates should be organized on the following broad principles:

2. Fundamental orgemization unit to be the Regional Branch.

b. Each Regional Branch to be organired on a Functional basis.
(Note: In most cases & further area groupment within each
Regional Branch will be desirable.)

C. Organize small Functional Branches composed of highly com=
poetent specialists in the mejor filelds of interest to guide
the treutment of their subjects by the Regional Branches and,
whore desirable, correlate such treatment in global terms,

d. Orgenize & minimum number of staffs to ooordinate the day
to dsy work of the Reglonsl Branches and the Funotional Groups

in the three categories of Currect, Staff and Basic Intelligence.
AT aY S Rl AN e T
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8. Provide & headquerters group of an Asaiatent Director
and his Deputy, 2 Plans end Policy steff for planning and
general supervision, and en Ezecutive Staif to handle
administration and services.

f. Provide eu Adviscry Board consisting of the Chiefs of the
Regional end Functional Brenches, Global Strategy Group,
Staffs concerned, end others designeted by the Assistant
Director to advise and consult on geperal plsus and policy.

g. Provide a Global Strategy Group of particularly highly
qualified personnel to survey continually ths world
situation with the particular duﬁg doi‘ ‘x‘ﬁgognizing &nd
presenting world movements and : bearing on the
national security of the United States.

h. Provids a Reference Center toc furnish esssntial intelligence
rseference services.

i. ZKeep edministrative functions to & minimum and wherever
possible oliminate adwinistrative type titles.

Jo . Insist on full end free contact and comsultation betwesn

ths Assistant Director and the professionel psrsonnel of
the Office with & minimum of chennels and administrutive
procaedures. :

5. Enclosure & ia & general schematic diagram of the organization
outlined above together with an explanation of apecific items where
thoughtt necessary. HNo detailed table of orgenizetion is submitted at
this time, but preliminery studies indicate that the proposed orzanization
does not entall any general incrsase sither in numbers or grades of
personnsl presently authorizsd. .

6, Early action on ths recomendations contained in this memcrandum
is requested in order to permit early reorgenigation on the besls outiined,
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